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STUDY FOR THE IMPROVEMENT OF MOTIVATION

IN THE SHIPBUILDING INDUSTRY

George A. Muench
San Jose State University

San Jose, California.

As a Professor at San Jose State University, Dr. Muench
is currently involved in teaching, clinical and consulting
practice, and research in clinical and industrial psychology.
He has held an impressive array of teaching, research, admin-

istrative and consulting positions in government and private

organizations.
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This study is intended to be read inits entirety. The
results of the study devel op optinum significance and neani ng
when perceived wthin the emergent process of the research
The first chapter introduces the study in terns of its purposes
and procedures. The next chapter surveys the general literature
pertinent to notivation industry organized according to
the research plan of this study. The next chapter reports
in depth the results fromthe current study, including
conposite data for the total industry, as well as a brief
conpari son of ten separate |ocal shipyards.

Al t hough executives involved in the decision-naking
process in the industry would be well advised to read the
entire study, many executive would find such reading to be
a luxury prohibited by other critical time commtnents.
Therefore, the primary resuits of the study have been
summarized in terms of pert...:it conclusions and recommendations
for the imediate utilization by the interested but busy
executive.

Executive Sunmmary

One of the nost significant notivating factors for workers
isto believe that the conpany mnagenent i s I nt er est ed I n t he
i ndi vidual worker and his problens and is willing to attenpt
to do sonething about them  Although a limted understanding
of workers’ needs may be obtained fromthe research literature
on worker notivation, since workers are unique, the only way

to really understand the workers’ reeds in a particular
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i ndustry or particular conpany is to directly ask the

i ndi vidual |ocal workers. Further, even the process of
attenpting to determ ne the worker’s needs and problens is
nmotivating, since it tends to help the worker to feel that
t he conpany cares enough to ask him Those responsible for
initiating this study, then, have taken a significant first
step in inmproving notivation.

Since notivation in industry is a conplex phenonenon, for
t he purpose of this study notivation has been analyzed in terns
of relationships to' sonme of its various segnents beginning with
job satisfaction, the core factor around which all the other
dimensions of the notivational process would evolve. The
factors, in addition to job satisfaction include job commt-
ment and norale, job inportance, working conditions and
benefits, workers’ perceptions of co-workers, pronotion, and
supervi sor-worker rel ationships.

The body of the report is organized around the afore-
mentioned categories and the results are reported accordingly.
For the purpose of this sunmmary, however, an attenpt is nade
to utilize the direct data fromthis study interrelated with
other research data to present sone conclusions and recom
mendati ons which are ained toward devel oping a nore effective
notivational systemat the |ocal shipyard level. These
conclusions relate mainly to the quantitative data and are
presented, not in terms of priority inportance, but in

sequential order.
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1. Nearly 1,300 enpl oyees, representing all segnents of
personnel at ten shipyards, were utilized for this study.
Fromthis total sanple, only a small percentage of workers
chose shipbuil ding because of a love of the sea, or famly
tradition, or patriotic reasons; nmost workers took a job
at a shipyard primarily because a job was available. There
tends to be no nore romantic worker identification with
obtaining a job in a shipyard than in conparable industries.

2. Wiile recognizing the validity of the above finding,
there is another finding which relates to work pride regarding
both product and process. Nearly all shipyard workers deem
both shipbuilding as an industry and their own job in the
process of shipbuilding to be essential for the nationa
defense, econony and commrerce of this country. Thi s product
identification has not been sufficiently enphasized at nost
shipyards. Enployee pride related to product is, if effectively
utilized, an inherent notivator.

3. Current literature tends to indicate that the
industrial worker in America is Unhappy with his job. The
interviewers for this study expended nost of their interview
time inlistening to worker conplaints and negative conments
related to both job and conpany. \Wen a final eval uation

needed to be nmade, however, nobst workers tended to rate their

overall job satisfaction high and, at |east at America’s
shi pyards, had a high level of job identification.
4. Worker notivation tends to increase when jobs are

designed to provide the worker with what he perceives to be
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meani ngful work. \Wen his job allows the worker to feel
personal |y responsible for a neaningful portion of his work,
and provides results which are perceived as worthwhile to

the individual worker, notivation increases. Further, the
job nust match the capabilities and skills of the enployee.

If a job is too frustrating or difficult, or too sinple and
boring, notivation decreases. To effectively match the

enpl oyee to his job requires continual evaluation of each job
and the enpl oyee qualities necessary to fulfill it.

5. Al'though nost shipyard workers believe their job in
an essential industry to be highly inmportant, many believe
that their conpany’ s managenent has no interest in them as
persons, is unaware of what they do, and is oriented to
machi nes rather than persons.

6. Most hourly production workers believe that they do
not influence the conpany in any inportant ways. The fewer
than twenty percent of the workers who believe their influence
IS inportant perceive that influence to conme primarily in

the way they performtheir own job. The mpjority of workers

who believe that they cannot influence the conpany in
I nportant ways cited that it was futile to try, that the
conpany didn’t care or was too big or set in its ways, or
that their [ow position or |ack of know edge prohibited their
I nfl uence.
7. The nobst common spontaneous conpl aint among producti on

workers which is related to working conditions concerned
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I nadequat e schedul i ng, planning, coordinating and communication
between crafts, shifts and various working groups in the ship-
yard. The second greatest nunber of conplaints related to

I nadequate machi nes, equipnent and materials. The third nost
common conpl ai nt concerned some aspect of the physical working
envi ronment .

8. Safety was the physical factor nost frequently
di scussed by the workers and, although all were concerned with
safety, about as nmany believed the conpany to be safety
conscious and working on inproving safety conditions as believed
the yard to be negligent related to safety. Safety was con-
sidered a greater problem to hourly production workers than
any ot her enpl oyee group.

9. The workers’ perceptions of the adequacy of their
wages produced a mxed result. Some workers believed the pay
to be superior to that in sone conparable industries; others
believed their pay to be | ow and not conparable to other
conmpani es or construction workers. \Wages tended to be |ess
a problem however, to nost workers than probl enms already
cited.

10. WAges becone increasingly notivating when workers
perceive that. their pay is directly related to their performance.
Otentimes pay is related to non-performance factors such as
job level or seniority and, therefore, conparatively |ess
motivating. Consequently, some conpanies have el ected to use
some incentive systemto tie wages nore closely to production.

Normal | y nmost incentive systens indicate greater success by
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relating to an individual, rather than group, performnce.

The experience of at |east one shipyard suggests sone evi dence
to the contrary. Although the incentive pay tied to the

i ndi vidual's work performance has been normally nost notivating,
nmore experinmentation needs to be done with group incentive
prograns in order to determ ne whether the group incentive,

when effectively organi zed, may prove additionally notivating
due to group identification or group pressures not present in

I ndi vidual incentive plans.

11. If effectively done, neasuring a worker’s perfornance
can be highly nmotivating. This means that an effective job
measurement system including specific criteria for evaluation
nmust be available in addition to a feedback system which
provi des the worker with imedi ate know edge of results and
recognition for superior perfornance.

12.  One of the npst inportant notivational factors is
the relationship of the worker to his imedi ate supervisor.

Al though it is inpossible to define all of the characteristics
of the “perfect” supervisor, effective |eadership does include
the leader’'s sensitivity to those factors which influencs the
personal and interpersonal work behavior of group nmenbers,

the ability to anal yze those factors inpairing personal or

group effectiveness, and the enpathy and consideration necessary
to individual needs which allow the group to keep noving.

13.  The current study indicates that the enployee’s

relationship to his inmmediate supervisor is a key one, and
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fO a Significant majority, a positive one. Anong the positive
factors nost frequently mentioned about the workers’ inmmediate
supervisor include the following: his technical conpetence,
fair treatment, good human rel ationships, helpful, and freedom
to do the job. The negative comments related to the workers’

I nmedi ate supervisor were fewer and |ess consistent but
included the following: overcritical, shows favoritism

I nadequat e | eader, poor communi cator, technically inconpetent.
For nost enpl oyees, the relationship with the inmediate
supervisor tends to be better than the workers’ opinion of

and relationship wth higher managenent.

14. Feedback at all levels is essential. An enployee
wll tend to inprove his performance if he has continuing
feedback related to his progress. It is as inmportant for the
supervi sor at the upper levels of managenent to give consistent
feedback related to performance as it is for the supervisor
of the hourly worker. Feedback, both positive and negative,
needs to be clearly understood by both supervisor and worker,
and presented in a manner which notivates constructive short
and | ong-range changes.

15.  Some workers are nore notivated when the supervisor
gives them a considerable anmount of his tinme while other
workers work best with a mnimm of supervisor surveillance.
For exanple, the younger workers tend to need and request
nore attention and direction fromtheir supervisors than do

the ol der, nore experienced workers. In fact, sonetines the
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ol der workers consider the supervisory attention nore of an
interference than a help. However, sone workers, no matter
their age and experience, need considerabl e feedback, so that
the useful generalization related to age still nust be

i ndividually applied.

16. Positive reinforcenent (comendi ng good perfornmance)
Is generally considered a superior notivator to negative
rei nforcement (reproof for poor performance) . General ly the
shipyard industry, at all levels of the organization, enphasizes
negative rather than positive reinforcenment. Some conpanies in
i ndustries other than shipbuilding who have attenpted a change
fromcensure to commendation report inmediate and, occasionally,
m racul ous positive results.

17. Al though positive reinforcement is generally a
superior notivator to negative reinforcenment, some enployees,
normal |y the nost conpetent ones, may be notivated by reproof
rather than commendation, or are self-notivated and need little
external nmotivation. The principle of reinforcement, |ike
every notivation technique, nust be applied appropriately
to the unique needs of the individual worker. Generally
positive reinforcenent is the superior notivator but, to be
optimal |y effective, the supervisor nmust understand his
wor kers well enough to discern which notivational techniques
wor k best for each worker.

18. Sone enployees are sufficiently notivated by internal

satisfactions which come fromthe enployee’s own realization
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that he has done an effective or superior job. Mst workers,
however, in addition to internal satisfaction, also need
external recognition. Merit salary increases, pronotions

and increased responsibility and recognition are comon and
effective ways to acknow edge deserving performance. Since
such recognition is not always possible, these neans nay need
to be supplenented by a recognition system which provides
other kinds of rewards or awards to individuals or groups for
excepti onal perfornmance.

19. Enployees at all levels of the shipyard tend to have
a high regard for their co-workers, including both technica
conpetence and positive interpersonal relationships. This
“finding was one of the nost consistent and significant results

from the study.

20. Only about one-half of the hourly production workers,
however, believe that the mgjority of their co-workers worked
sufficiently hard to do the job although, generally, the
closer the proximty of the worker, the harder he was perceived
to work. That is, nmost workers indicate that they work harder
than their imedi ate peers, who work harder than workers in
other related departnents, who work harder than workers in
nost departnents nore distant from the workers’ station.

21.  In conparing production managers to hourly production
workers, the conclusions are as follows: production managers
have hi gher job satisfaction, enjoy their jobs nore, identify

more with the conpany; have higher norale, perceive that they

62



have a greater influence at the conmpany, believe that their
probl ens and reconmendati ons get greater action, are nore
satisfied with wages and benefits wth the exception of |onger
unpai d working hours, believe safety conditions to be better,
and have a greater desire to be pronoted, have a higher
expectation of being pronoted, and think nore highly of the
pronotion process.

22.  Much experinmentation has occurred with participative
managenent or participative decision-making as a notivational
concept. Most studies, both within and wthout the ship-
building industry, indicate that participative decision-
making normally results in increased notivation and productivity
of those involved. Wen the worker participates in naking
deci sions which effect him he is nore likely to be notivated
to make those decisions succeed. The success is greater when
t he enpl oyees possess high conpetence and hi gh needs for
i ndependence and are nenbers of a group that favor partici-
pation. The quality of the group decisions are enhanced
when the enpl oyees have sufficient relative information and
tine for discussion, and when enployee self-interests do not
conflict with the group interests.

23. Effective comunication within a conpany denands
constant vigilance. Every shipyard represented in this study
suffered from comunication problenms, some severe. |t may
be inmpossible to elimnate all problens of communication wthin
an organi zation but nuch can be done to inprove conmuni cation.

First, there nust be a genuine desire to communicate at the
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various |levels of the organization. Second, comunication
must be recognized as multi-dinmensional with attention given
to horizontal as well as two-way vertical comunication. This
means that effective communication channels need to be found
to transmt information from nmanagenent to enpl oyees and, an
area frequently ignored, fromthe enployees to managenent.
Formal neans of communi cation, such as conpany newspapers,
closed-circuit television, enployee suggestion systenms, attitude
measurement prograns and the |ike, need to be supplenented by
nore human contacts of managenent and workers. This is
difficult in large organizations, but sone conpanies find that
when top nmanagenent gets out of the confines of their adm n-
Istrators’ offices and has direct personal contact with the
wor kers through plant tours, informal talks, etc. that both
communi cation and notivation inprove.

24. Contrary to certain research hypotheses held prior
to this study which presupposed a |less than healthy shipbuilding
industry, the results of this study are encouraging in that
many nore strengths than weaknesses are apparent at nost
shipyards. This does not nean that serious notivationa
problens do not exist. |t does nean that for nost yards
the strengths portend both the ability and the notivation to
recogni ze weaknesses and attenpt to alleviate them An attenpt
has been made in this report to crystallize inter-conpany
and intra-conpany conparisons according to the factors

utilized in this study. Hopefully these data may be used
as the foundation to devel op prograns at the local yards

aimed at perfecting the notivational processes.
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Additional copies of this report can be obtained from the
National Shipbuilding Research and Documentation Center:

http://www.nsnet.com/docctr/

Documentation Center

The University of Michigan
Transportation Research Institute
Marine Systems Division

2901 Baxter Road

Ann Arbor, Ml 48109-2150

Phone: 734-763-2465
Fax: 734-763-4862
E-mail: Doc.Center@umich.edu
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